The purpose of this article is to analyse UN Women's experience with strengthening evaluation systems in the Africa region since 2010. UN Women was created in 2010 by a merger of four different organisations in the United Nations (UN) system and, following this, has undergone an organisational transition process that included substantial changes in the UN Women evaluation function.
Introduction
The purpose of this article is to analyse UN Women's experience with strengthening evaluation systems in the Africa region since 2010. UN Women was created in 2010 by a merger of four different organisations in the United Nations (UN) system and, following this, has undergone an organisational transition process that included substantial changes in the UN Women evaluation function.
The article examines the Theory of Change for strengthening the UN Women evaluation function and provides an analysis of the changes resulting from the systems and mechanisms introduced in UN Women to institutionalise an evaluation culture over the past 5 years. In the context of this article, 'evaluation culture' denotes an organisational culture that deliberately seeks out information on its performance in order to use that information to learn how to do better and thereby improve its performance (Mayne 2008) . The article also compares the findings with another conceptual framework developed by the UN Evaluation Group (UNEG) describing factors that discourage or encourage evaluation use.
Methodology
The research builds on a trend analysis of data on five different evaluation performance indicators in UN Women during the period 2009 to 2015: (1) the number of staff dedicated to monitoring and evaluation (M&E) at country level in Africa, (2) the development of evaluation expenditures, (3) the total number of evaluations completed in the region, (4) the number of evaluation management responses, and (5) the quality of completed evaluations. It should be Background: Following the adoption of the Women Evaluation Policy in 2012, a series of systems and mechanisms were introduced in the organisation to strengthen the evaluation function at both central and decentralised levels. They were based on a systemic approach and a Theory of Change for building an enabling environment for evaluation in UN Women.
Objectives:
The purpose of this article was to analyse progress made and challenges with respect to establishing evaluation systems and institutionalising an evaluation culture in the UN Women Africa region.
Method:
The article draws on UN Women evaluation performance data collected over the past five years, discussions and practical experience by the author of working on evaluation with UN Women since 2009. It also analyses UN Women documents and the broader literature on the topic.
Results:
The findings illustrate that the different mechanisms to strengthen the evaluation function in UN Women show progress in the Africa region on four out of the five selected evaluation performance indicators. The Theory of Change to strengthen the UN Women evaluation function is largely validated by the wider literature on evaluation use. External assessments confirm that the UN Women evaluation function is sound overall.
Conclusion:
The article concludes that evaluation performance indicators only provide a partial snapshot of the many different factors that help or undermine evaluative thinking and a learning culture within an organisation. Institutional systems and mechanisms are necessary but not sufficient for nurturing an evaluation culture and ensuring utilisation of evaluation for better development effectiveness. Following the adoption of the Evaluation Policy, a series of systems and mechanisms were introduced to strengthen the evaluation function at both central and decentralised level. These mechanisms will be described in detail below. They were based on a systemic approach in building an enabling environment for evaluation in UN Women by strengthening (1) the capability of managers to demand and use evaluation and (2) the capability of UN Women offices to produce and supply evaluative evidence. Figure 1 illustrates the Theory of Change for this systemic approach. For the purpose of this article a Theory of Change is understood as the 'beliefs, assumptions and hypotheses about how change happensabout the way humans work, or organisations, or political systems, or eco-systems. The Theory of Change is about articulating these many underlying assumptions about how change will happen in a programme' (Vogel 2012:4) . The Theory of Change helps to conceptualise a change process through illustrating, generally in graphical form, the presumed causal relationships between the various elements that are necessary for realising the desired long-term goal. The Theory of Change to strengthen the UN Women evaluation function explicitly takes into account UN Women's role in promoting and advocating for gender responsive evaluation to achieve more effective development for women and girls.
UN
Key institutional elements for strengthening evaluation demand include systematic awareness raising mechanisms for UN Women senior management, an oversight dashboard based on evaluation key performance indicators and appropriate financial resources for evaluation. These mechanisms are expected to contribute to changes in managerial behaviour with respect to appreciating evaluation, using evaluation findings and assuming accountability for evaluation in their respective area of work. Key institutional factors for improving the supply of evaluation comprise evaluation quality assurance systems, evaluation capacity development opportunities, technical support at different levels and staffing of skilled M&E personnel. These factors are expected to enable relevant evaluation planning and the production of high quality evaluations at country level. Taken together, increased demand for evaluations by senior management and improved supply of quality evaluations will contribute to better use of evaluation evidence in UN Women for decisionmaking and reporting.
The Theory of Change makes a number of assumptions about the pre-conditions for achieving the proposed results, such as adequate financial and human resources, a supportive senior management and UN Women Executive Board, continuity in M&E staffing and an results-based management (RBM) organisational culture. The organisational change process outlined in the Theory of Change should not be seen as a linear model but as a complex system where change happens through feedback loops, reversals and sometimes even backlashes (UN Women Independent Evaluation Office 2014b).
A description of some of the key mechanisms that were introduced to strengthen the UN Women evaluation function follows.
Systems and mechanisms to strengthen the UN Women evaluation function
The systems and mechanisms to strengthen the UN Women evaluation function described below were introduced as from 2013 and at different points in time.
UN Women Global Evaluation Advisory Committee:
The Global Evaluation Advisory Committee (GEAC) was constituted in December 2013 with the purpose of providing advice to the UN Women Executive Director and the IEO on the overall evaluation function at both corporate and decentralised level. The GEAC is composed of five external independent evaluators representing different geographical areas and institutional backgrounds, two senior evaluation experts from UN agencies and Bretton Woods institutions and two UN Women senior management colleagues from Headquarters and regional level.
UN Women Global Evaluation Oversight System:
The Global Evaluation Oversight System (GEOS) was introduced in May 2014 with the aim to build awareness on the evaluation function amongst UN Women senior management. It consists of a dashboard with seven key evaluation performance indicators covering the following areas: evaluation coverage during a 4-year planning cycle, evaluation delivery, human and financial resources for evaluation, evaluation report quality, evaluation follow-up through management responses and the implementation status of evaluation management responses. The evaluation performance indicators are monitored globally by the IEO on a bi-annual basis and updates with breakdown by geographical region are shared with senior management.
UN Women Global Accountability and Tracking of Evaluation Use
System: The Global Accountability and Tracking of Evaluation Use (GATE) system was launched in May 2013. It is an onlinebased information management system to facilitate UN Women's efforts to effectively plan and use evaluations for accountability, management for results and knowledge management. It represents a repository of all UN Women evaluation reports, along with their quality rating, that is publicly accessible at http://gate.unwomen.org/.
UN Women Global Evaluation Reports Assessment and Analysis
System: The Global Evaluation Reports Assessment and Analysis System (GERAAS) was introduced in 2013 with the purpose to provide an objective assessment of the quality of UN Women evaluation reports. It is also aimed at strengthening internal evaluation capacity by providing feedback on strengths and weaknesses of individual evaluation reports and promoting learning through a meta-synthesis of evaluation findings, conclusions and recommendations.
• proxy indicator for evaluation utilisation. The trend in terms of evaluation management responses fluctuated (Figure 4 ). In 2010, there was 100% management response completion; however, this was based on one evaluation only. This decreased to 40% completion in 2013, when four out of 10 evaluations had a formal management response. Since then the trend has been positive: there was a 83% management response completion rate in 2015, when six out of seven evaluations had a management response. External assessments have confirmed that UN Women systems for facilitating use of evaluation results, such as the GATE system and the GERAAS system described above, are positive contributions to ensuring utility. However, more could be done to facilitate lesson learning and to enhance utility of evaluations (UN Women Global Evaluation Advisory Committee 2015). Potential factors associated with the use of and demand for evaluations will be discussed in the section on analysis and conclusions.
Finally, the progress in evaluation quality in the Africa region since 2009 is examined. UN Women used a six-point scale (excellent, very good, good, average, weak, very weak) for rating evaluation quality during the period 2009 to 2012. This rating system was replaced by a four-point scale (very good, good, satisfactory, unsatisfactory) in 2013. This modification in the evaluation quality assessment system poses a challenge to comparing evaluation quality before and after 2013. Examining data before 2013, the quality of evaluations in Africa improved from an average rating of 'weak' in 2009 to an average of 'very good' in 2011 ( Figure 5 ). In 2012, evaluation quality dropped to an average of 'good'. After 2013 and based on the new 4-point scale rating system, we can note an overall improvement in average evaluation quality in the Africa region from 'satisfactory' to 'good' (Figure 5 ). Whilst external assessments of the UN Women evaluation function have confirmed high levels of institutionalisation regarding implementation of evaluation policies and systems in UN Women, they also note that action is necessary for ensuring the quality and credibility of evaluation reports (UN Women Global Evaluation Advisory Committee 2015).
Analysis and conclusions
The different systems and mechanisms to strengthen the evaluation function in UN Women show progress in the Africa region on four out of the five selected evaluation performance indicators discussed above. Since 2009, there has been a progression in the areas of M&E staffing at country office level, evaluation financial investment, evaluation management response completion and evaluation quality. Evaluation delivery in the region remains a concern. The author has observed that the IEO's reporting on evaluation performance indicators to UN Women senior management in itself has helped to reinforce awareness on the importance of evaluation in general and has created positive competition amongst UN Women offices.
It is useful to analyse the findings on selected evaluation key performance indicators in the Africa region in the context of the Theory of Change to strengthen the UN Women evaluation function presented above. The UN Women Theory of Change will also be compared with another conceptual framework developed by the UNEG for enhancing evaluation use. When interpreting the findings, it is important to note that the data from 2009 to 2015 on the five selected evaluation performance indicators only partly reveals changes in the evaluation culture in the organisation. Evaluation performance indicators provide a partial snapshot of the many different factors that help or undermine attempts to foster an evaluative thinking and learning culture within an organisation. The Theory of Change for the UN Women evaluation function includes many more elements necessary for and assumptions regarding nurturing an evaluation culture and greater evaluation utilisation. As Mayne (2013:6) points out 'a lot can go wrong. Many diverse factors have to come together to make evaluation work well, that is, get used in organisations. This might explain why it is so difficult to have good utilization of evaluation in an organisation; many factors have to line up'.
Looking at the UN Women example, whilst the follow-up to evaluation recommendations through the formal management response mechanism constitutes a necessary step for institutionalising a system for utilising evaluations, the focus on the management response potentially misses out ). The UNEG framework described above also underlines the importance of the post-evaluation process, which includes deliberate activities around facilitating the sharing of knowledge from evaluations, e.g. through generating knowledge products and actively disseminating evaluation findings to users.
Both the UN Women Theory of Change and the UNEG framework identify the quality of the evaluation process and product as a key factor for enhancing evaluation utilisation and organisational learning. UN Women, like many international development organisations, has developed evaluation guidance and quality assurance systems with the purpose of enhancing the quality of the evaluation process and product. It is worth recalling that the final evaluation product is the result of an iterative process between evaluation commissioner, evaluator and evaluand. The interplay and often complex relationship between these actors -what de Laat (2013) refers to as 'tricky triangle' -has implications for the independence of the evaluation but also the potential utilisation of evaluation results. Similar to most evaluation functions of UN agencies, UN Women relies heavily on consultants to conduct evaluations. Whilst the GERAAS system provides a benchmark and analytical framework for evaluation quality assurance, the performance of the evaluator remains an important -in most cases external -determinant of evaluation quality (Merkle, Carbon & Addai 2011) .
In summary, building evaluation systems and changing the evaluation culture in an organisation is a complex task that takes time. UN Women has put in place structures to strengthen evaluation that, taken together, rank the UN Women evaluation function within the highest cluster along with highest performing evaluation functions of UN entities such as UNICEF, ILO, UNFPA and WFP (Joint Inspection Unit 2014). However, many mechanisms for strengthening the UN Women evaluation function were introduced fairly recently (after 2013) and it may be too early to expect radical improvements across all evaluation performance indicators.
The paper has also illustrated that institutional systems and mechanisms are necessary but not sufficient for nurturing an evaluation culture and ensuring utilisation of evaluation for better development effectiveness. The assumptions identified in the UN Women Theory of Change in particular regarding the commitment to and support of evaluation amongst senior management and existing M&E capacity at office level illustrate the importance of the 'human factor' that will continue to play a key role in institutionalising the UN Women evaluation culture in the Africa region.
